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ABSTRACT 

This report studies the effect*. veness of the central 
adainistra ti ve organization in the Fast Orange school systeu. The 
study was conducted through reviews of rules, regulations, written 
board policy, and job descriptions, as well as through interviews 
with school district personnel to deteraine where central services 
aight be aade more effective and how individual school?: could benefit 
frott the services of the various central office personnel. After the 
interviews were coapleted, problea areas were isolated, and the 
present central office organizition was analyzed. Recoanendat ions 
called for creating a better central organization designed to inprovc 
the efficiency and quality of the educational progrei and to offer 
effective supportive services to teaching staffs. This proposed 
reorganization is discussed together with the rationale for 
restructuring several positions. (JP) 
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PREFACE 



This study of the central administrative organization of the East Orange 
school system has involved consideration of the effectiveness of the central office in 
improving the quality of education and the efficiency in the provision of supporting 
services to the individual schools. The study was conducted through a review of written 
Board policy, rules and regulations, ond job descriptions. It also involved discussions 
with many people within the school system to determine where central office services 
might be made more effective and where individual schools could benefit from the 
services of the various central office personnel. 

After interviews were completed, a compilatior> of problem areas and 
on analysis of the central office organization os it now exist: were mode. The result 
is in a series of recommendations which will create for the East Orcnge school sysieni 
central services designed to make It possible to improve the efficiency and qualify of 
the education of the children, and to offer the teaching stuff supporting services which 
will permit them to be more effective In the educational process. 
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PROBLEM AREAS 



In discussions with central office p>ersonnel and principals, a number 
of problem areas h-ve been uncovered in the East Orange Public Schools. These 
are itemized below. Consideration of these areas leads to the development of c 
more refined organization winch by tines of authority and cooperation would do much 
to solve the problems. 



Community Attitudes 

1. Apparently there is some criticism by the public in regard to the lines 
of responsibility in central administration. 

2. There is concern about open debate by the administration and the 
Boord and concern over whether this has a good eftVict in terms of 
public reaction toward the school system. 

3. Apparently also there has been question of whether the schools are 
overstaffed In central administration. In this particular case, the 
East Orange Education Association answered the chorge rather than 
the Board or the school odmlnfstration; this was disturbing to some. 

4. (t seems apparent to your consultants that there are two steps to take 
in the development of good community attitudes. One would be to 
advertise that the entire professional educational community is 
"working together. " This should be facilitated not only by adequate 
communications - house organs, committee meetings - but also by 
social affairs which, through Informal discuss'ens, will give every- 
one an opportunity to understand one another better. 

Second, it seems important to improve communicot’uns with citizens 
of East Orange and the City administration by the development of a 
public informa tiorxjl program which will flow continuously through 
the press, radio, and television and fn such brochures or newsletters 
as might seem desirable. 
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CommunJcaMons 



Communication Is important not only between school and community 
but also within the school system itself. 

1 . ft has been suggested that the budget might be a good vehicle for 
discussing needs, priorities, and changes. 

2. Comm'inication between principals and the central office is vital, 
and in the plans which are submitted here for organization an attempt 
has been mode to make certain that the needs of principals are 
quickly and effectively discus-cd and met through the central office 
personnel . 

3. Again, however, the house organ, the regulor meetings between 
principals and central office personnel, the meetings of the entire 
staff are of great value. It Is also to be considered that In the 
meetings of the entire staff not simply the professional staff but also 
the entire supporting services staff should be encouraged to participate. 
"Working together" involves everybody who is concerned with the 
operation of the school system. 

4. Aside from a house organ, cv^mmuni cations should be directed In a 
line procedure so that principals are directly involved with teachers 
and head custodians with custodians. 

5. It is apparent that regular established dates should be made at the 
begir)ning of th;i school year for meetings with all principals and 
those in charge at the central office. 

6. A minimum number of communications or forms for supplying informotion 
should be placed on the principalis desk. 



Attitude toward Central Office 



1. There is a suggestion that there is too much paper *vork coming from 
the central office to the principals. Actually, the principal should 
be spending at least 90 per cent of his time on the improvement of 
techniques of teaching ai.d curriculum development. 
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2. Over the past years there has developed considerable autonomy 
tor the principals; < nd this m turn has made the centra! office, 
and ebpecialiy the superintendent's office, less significant than 
it should be. There is a demand now for a much closer liaison 
between the superintendent and the principals, and the central 
office organization should be so established that this is possible. 
Although because of the size of the district it is not feasible for 

the superintendent to have day-to-doy contact with every principal, 
it should be possible for him to visit schools regularly and frequently. 
This means that the details associated with his office must necessarily 
be assumed by other people, and the proposed organization of the 
central office is directed to this end. 

3. In discussions with the principals and other members of the ad- 
ministrative staff, it appears that greater visibility is important 
for the superintendent. Because he has not been given adequate 
staffing in his office, however, he has been so tied down with 
details that it has been impossible for him to be in personal contact 
with the schools as frequently as he should. 

4. As part of the communication system between central office and 
principals, the superintendent has seen to it that principals receive 
the ogenda and minutes of the Board meetings. It is suggested that 
principals be encouraged to attend all Board meetings. This will 
heip familiarize them with the major issues facing the Board and 
Jhe central office. 



Dual Control 



As in many New Jersey school districts, the responsibilities for control 
administration are divided between the superintendent of schools and the secretary to 
the Boord -business nnanager. The successful administration of a school district under 
this situation depends almost entirely on the personalities involved and not upon a proper 
organizalional structure. 
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From numerous discussions with piinclpols ond central office staff, 
it appears that both the superintendent's office and the secretary's office are In 
excellent harmony and work cloi ^y together tc- achieve a common end. It must be 
pointed out, however, that this harmony is brought cbout by personalit es and not 
by organization. This study will suggest that certain of the matters with which the 
secretary is now concerned, especially in the area of supporting services, be delegated 
to a business administrator and that the secretary of the Board be assigned those respon- 
sibilities required by law. 

Role of the Superint endent 

The pc'ition of superintendent cf schools has been established to provide 
educational leadership for all the schools of the district. His primely function is to 
see that the curriculum and teaching process are adequate to meet the needs of all 
the students. He also has the responsibility of supervit g suppoiting services and of 
preparing moterials for board action. These latter functions should always be con- 
sidered secondary, hov/ever, to the paramount assignment of providing the professional 
leodership for the educational program. 

To accomplish this leodership function, it is essential that his oftices 
be adequate for conferences with principals, ttocher committees, and :taff specialists. 
They should contain a professicnal lib *3ry covv^ring oil phases of education to which c!l 
members of the staff throughout the school system may refer. There should also be 
provision for a curriculum laboratory which would contain new books, film strips, tapes. 
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motion pictures, samples of the lotest developments in vorious types of audiovisual 
equipment, aids to reading, end the like, where teachers may try out, anolyze, and 
arrive at decisions on their benefit to the school system. 

In this same suite the 8oard of Education should have an adequate 
meeting place with oil of its materials close at hand. The offices of the secretary to 
the Boord should be close by to provide the maximum degree of efficiency for super- 
vision and coordif.ation. Office^ for the central sljff and specialists should be nearby. 

If the school district is to receive maxirrium benefits from its administrative staff, it is 
necessary to provide this kind of coordination of space. 

If the above statement is accepted as policy for the school district, 
the superintendent will then be placed in a position of leadership and will be responsible 
for carrying out a program of both forrrKil and informal coordination among all offices. 

He will need to be relieved of all the detailed problems which are now associated with 
his office and which can be readily assigned to others. It should also be possible or 
bin to travel frequently and to view other school systems in operation. 



Role of Assistant Superintendent- I nstruction 

1. A number of principals expressed the need for more visitation to the 
schools by the assistant superintendents. Here, again, the feeling 
emphasizes the need for a better system of comrnunicotion and points 
in the direction of both formal and informal contacts. It might be 
suggested that thought be given to a regular monthly meeting of the 
principals, the ossistont superintendents, and the superintendent 
with a planned agenda prepared some time in advance and with 
scheduled visitations to the schools at other limes during the month 
by the assistant superintendents and the superintendent. A well 
prepared house organ distributed to all members of the professional 
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and Classified staff of the system could do much to develop iiems 
which should be placed on the agenda. As will be pointed out 
later, the ossistcnt superiritendent-lnstruction should have the main 
responsibil ity of contact with principals. Since his primary respon- 
sibi^ ity is to s-rve the individual schuols, his vlsibil ity and the 
visibility cf member:* of his staff within tlie schools Is vital and of 
rrxajor concern. 

2. He should also accept the fesponsibillty for curriculum development, 
research, and services of central staff coordinators and collaborators. 

3. Under the assistant superintendent-instruction is the director of 
special education end services. His operation is primarily to serve 
the principals through refe>'fals of children who hav 3 problems. He 
has built up a splendid mganlzation . However, one of the major 
problems that the schools are facing is Immediate and direct action. 

It Is important In this operation to recognize that, when a teacher 
discusses a pupil problem with the principal, who in turn requests 
help Vom the division of special education and services, the operation 
should be immediate and one of direct contact v/ith the principal Oiid 
the child. The word "services” In the title of this division Is very 
significant and should be rec*" •'Ized as the all important function. 

4. The assistant superiritendent-lnstruction might well consider the ad- 
visability of assigning psychologists and social workers to particular 
buildings so that referrals could be handled more rapidly. 

5. In any case, the division of spedol education and services should be 
f^oused beside the offices of the assistani superintendent-instruction. 

6. In view of the great importance of better and more direct communi- 
cation with the schools. It is olso being suggested thot the assistant 
to the director of special education and services have as his firsi 
assignment the responsibility of direct contact with principals and of 
seeing to it that the schools are serviced as ropidly as possible. 

7. In connection with health services it has been suggested that one of 
the nurses be ossigned as o nurse-coordinator. This office might be 
located in a small school so that the direct nursing responsibil itles 
would not be so great as to detroct from the responsibility of co- 
ordination of the nursing function. 
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Assistant Superintendent-Personnel 



The present situation rn regard to personnel, both professional and 
classified, is vague and uncoordinated. 

1 . The function of on assistant superintendent-personnel would normally 
include visitation and recruitment, certification, evaluation, re- 
cord-keeping, budgeting, relations with the teachers' association, 
and negotiation. No one of these functions is found in any cleorly 
defined role of the assistant superintendent. 

2. Recruitment for all personnel should be a function of a director under 
the assistant sup^rintendent-pe''sonnel . This is a full-t‘me role in 
East Orange considering the fact that over 100 professional people 
are hired each year. Principals should not be assigned the job of 
visiting colleges and other school systems, since this detracts from 
their primary responsibility of supervision in their schools. Also, 
since the principals work in *he school system only fen months a year, 
this additional function is far too time-consuming. On the other hand, 
although the director of recruitment would be primarily responsible for 
employment, he should always work closely with the principal to whose 
building the persons are to be assigned, since it would not be well for 
any employees within a given building to be assigned without the 
principaTs full agreement. 

3. Evaluation and performance is also an important function requiring 

the full time of a director under the assistar.t superintendent-peisonnel . 
This person should spend a great deal of his time in the schools. 

4. There is also need for assignment of the functions of maintaining 
personnel records, certification, and budgeting. These functions 
are indicated on the Personnel Chart. 

5. Since the o'sistont superintendent-personnel would be responsible 
for negotiation and contacts with the teachers' association, It would 
be well for the Board to consider employing a professional negotiator 
to represent the Board in negotiating se'^sions. 
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Role of the Prfncfpol 



It seems that the question of the principal 's responsibility for oil 
personnel in his building is not fully recognized. There is no question that everyone 
in the school system should understand that the principal is the person responsible for 
his building and that this applies to professional staff, custodial staff, ar\d all those 
who are visitors. 

1. Another fact that came out of the discussions indicates tl-e need for 
closer and more frequent contact with the superintendent ond his 
ossistants. As suggested previously, it would be desirable to set 
up a regulai principals' meeting at least once o month and also to 
involve the central office in mony informal contacts thrcugh school 
visitations. 

2. Although principjis are the administrators of their bulldirigs, complete 
autonomy has its disadvantages. For example, the selection cf texts 
and equipment should be a matter of cooperation with th€ central 
office but would be a function of the assistant superintencfent-instruction. 
Likewise, a high level cf coordination needs to exist between the 
principal ond business administrator for supporting services in con- 
nection with the purchase of supplies and equipment, and It should be 
primarily the business administrotor's role n ther than that of the 
principol ‘ . 

3. Another factor came to light in regard to special funding, especially 
in connection with federal grants. Studies indicate that grant ap- 
plications can be implemented most effectively through one centrol 
office person who has made it his responsibillly to become thoroughly 
acquainted with all the funding possibilities and procedures. This 

is a complex problem thot sK*iuld not be placed in the lops of the 
principals. 

4. Even the question of uniformity of reporting tc parents Is one that should 
be focused In the central office, and general agreement should be 
reached by principals with the help of central office personnel on the 
most satisfactory procedure In th'f regard. 
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Maintenance and Operation of Facilities 



A common note from various principals and others in the school system 
indicates thot maintenance of buildings is not what 5t should be. Maintenance is not 
simply o function of preserving the structure; it also has much to do with the morale 
and conduct of teachers and pupils. Likewise, the custodians are frequently close 
friends of the childrut and help them in many ways. They also serve the teachers in 
providing them with materials and equipment that each one specifically needs for the 
program that is being carried on. 

Maintenance and operation need to be considered as o supporting service 
to the educational program and the people involved in the teaching-learning situation. 

At present, however, maintenance and operations are the responsibility of the secretary 
of the Board and, therefore, have a remote relation administratively the principol 
and his staff. As is indicated later in this study, this operation should be a responsibility 
of the su.^erintendent of schools. Custodial assignments should be developed with 
principals as a part of their total decision-making process in the operation of their 
buildings. It has been indicated that direct contact between principoU and the super- 
visor of buildings and grounds would provide faster and more adequate service. 

1. Requisitions nray get delayed in the present central office organization, 
since they are required to go through many hands before being acted 
upon, but a direct contact between the principals and a business ad- 
ministrator foi supporling sej vices would give an efficient and fast rou^e 
to those whose help Is needed. 
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2. It has also been pointed out that, in the case of the high school, 
there may be 2,000 students during the daytime and 1 »500 adults 
at night, which does e.ct give the maintenance crew sufficient time 
to clean the building dally. The possibility arises of establishing 

a night crew which would operate from midnight to 8 a.m. for 
mointenance and operational purposes. 

3. The supervisor of buildings and grounds, when reporting directly to 
the business administrator for supporting services, should be given 
full responsibility in his tasks of handling requests, developing 
maintenance schedules, and assigning the maintenance employees 
and custodians in the mast effective and efficient manner possible. 

He shoul ^ also make certain in assigning custodians that the principal 
is in full accord with the assignment. 

4. There is also a question of the odequacy of manpower in this division 
which indicates a need for an overall study and a policy by the Board 
in regard to the use of outside contractors. 

5. ^ Another aspect of the manpower problem Is the need for a complete 

inservIce course for custodians which will assure that their time Is 
used most effectively. 
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PRESENT ORGANIZATION 

The present crganization has apparently developed from filling the gaps 
as needs arise rather than from an overall long-range plan of the central administration, 
it is deemed advisable to establish a pottern under which growth can take place with 
logic and an understanding of all the functions of the administrative center. 

The Board of Education, which is essentially a policy-making group, 
should not be faced with any odministrative responsibilities. Yet it net only has the 
direct supervision of the superintendent of schools and the secretary-business manager 
but also beccnies involved with the curriculum council and with teache: negotiations. 

These latter two functions should be performed by the administration guided by policies 
established by the Board of tducatlon. Of course, it would be preferable not to have 
the dual system of administration and to have the superintendent the sole chief executive 
reporting directly to tfie Board. However, since the statutes call for a secretary to 
the ^oard whose primary responsibility Is occounting and the supervision of all documents 
of the Board, it is necessary for this position to be established. 

At present, the secretary-business monager is ulso responsible for 
buildings and grounds, , Purchasing, nxiintenance and operation of buildings, and custodial 
staff These latter functions aij strictly supporting services for the educational piogram, 
and it is only through a high degree of cooperotlon between the secretary-business 
manager and the superintendent that this work procerds satisfactorily. Any conflict that 
might develop between personnel would, of course, disrupt the smooth »'low thot now exists. 

o 
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When it comes to change In redirection of teaching techniques or 
curriculum, the action apparently Is a function of the teachers* association in contact 
vvith the assistant superintendent In charge of personn3l. Here again, the operation 
of this function is not clearly defined and it is doubtful that it can be very effective. 

An assistant superintendent In charge of personnel is primarily con- 
cerned with recruiting, although he olso has the responsibll ity for certification, 
personnel records, and personnel budget. In addition, the director of vocational and 
adult education and the director of cafeterias report to him. What these iatter two 
functions have to do with personnel Is questionable. 

The assistant superintendent in charge of Instruction has reporting to 
him the director of speoial education, the coordinators and col laborctors in arlo js 
subject fields, as well os the director of multimedia. There Is a director of grants 
manogement who reports to tfie superintendent. Thus, the Instructional responsibilities 
are divided among administrative lircids where line responsibilities should exist. 
Certainly, the assistont superintenaent In charge of instruction should be responsible 
for curriculum development; he should also be responsible for inservice training, 
innovation, pupil accounting, guidance, and cU of the specialists who are concerned 
with the development of the curriculum ond with aiding th"? teachers in the schools. 

It appeals it would be highly desirable to regroup those various functions in the 
instructional field so that they can be brought together under one line organization. 
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An attempt has been nrKjde to pr^isent the existing organization In 
graphic form and it does indiccte the Inconsistency of the staff responsibilities for 
many of the functions that exist In the school system. It also Indicates the complete 
separation of control of buildings and grounds and maintenance from the superintendent's 
staff " an important supporting service for the Instructionol program. Perhaps a good 
lllusiratlon of this separateness is the fact that the secretary-business manager has 
available to him the data processing center which Is operated by the City, yet there 
is no dota processing available In the instructional field for personnel records, pupil 
accounting, testing, and inventory of supplies and books, lunctions which the secretary- 
business manager probably would not wish to undertake. 

In the recommended organization. It h suggested that the secretary 
to the Board handle the financial accounting end thot there be a business administrator 
in charge of supporting services who would report directly to the superintendent. It 
is entirely possible that these two functions could be carried on by the same person 
at present but with the understanding that he would be responsible to the superintendent 
for those phases of his work which have direct relationship to the operation of the 
school, including custodions, food service, maintenance and operation, transportation, 
purchasing and inventory, and do processing. The functions of accounting could 
rerrain, as the statutes call for. In a position of direct reporting to the Board of Education. 
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There are also questions as to how titles are assigned in terms of the 
function of a given division. For example, there are a director of grants management, 
director of cafeterias, director of art, director of special education and services. 

It does not appear thot these various directors have equal responsibility; nor are their 
assignments of equal value to the school system. In many of the subject matter fields, 
,<ork is carried on by coordinators, such rs library service and science. Other subject 
matter fields are directed by collaboi jtors and the result Is an overall organization in 
which some positions are on a higher level than others of greater importance. Although 
t!ie recommended organization has taken into consideration existing personnel and 
their positions, further discussions will ini'lude the possibility of correcting some of 
these problems over the years ahead. 
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RECOMMENDED ORGANIZATION 



Chart 2 illustrates the recommended basic organization. With the ex- 
ception of financial accounting functions which are delegated to the Secretary of the 
Bonrd, the Superintendent of Schools becomes the chief administrative officer. The 
function of the Boord of Education is policy-making, and it is the responsibility of the 
Superintendent of Schools to carry out these policies. It is recommended that the Boord 
of Education have the opportunity to discuss with members of the staff and others, problems 
relating to education as a basis for their pol icy-makinc; decisions, but that, in all cases, 
the Board will assign to the Superintendent of Schools the final responsibility for carry- 
ing out the decisions of the Board, including matters relating to curriculum and ^eacher 
negotiations. 

In establishing the responsibility of the Superintendent of Schools, it 
is recognized that he does need an adequate staff within his own offices. Basically 
these would include an Administrative Assistant largely responsible for public com- 
munications, an Assistar^t Superintendent-Personnel who might ultimately be a director 
of personnel, an Assistant Superintendent-Instruction, and a Business Administrator- 
Supporting Services. Principals would be free to communicate directly with any one 
of the Assistant Superintendents or the Business Administrator without going through 
the Superintendent. 
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Aiiother factoi that should be seriously corsfdered in connection 
vith the office of Superintendent of School" the question of central facilities 
without which his work can become extremely inefficient and time-consuming. 

The responsibilities for each of the administrators listed on Chart 2 
are given in the following pages. 
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Admlnistronve Assistoat to the S^';7erintendent 



One of the areas which needs further assistance is public inforrr.aMon. 
Public information includes moterials explaining Board policies and decisions, budget 
formulation, staff handbooks, orochures explaining particular elements of the school 
program, ond selected press, rodio, or television coverage. Generally, it would 
cover materials of systemwide interest. The part-time use of a person with a journalism 
background would probably prove necessary to handle any quantity of written material . 
Not the least important communication would be the development of a house-organ 
type of publication covering items of interest concerning the schools, the pupils, and 
school employees. 

I In addition to this role, he n>ay assist the Superintendent in connection 

with the development of his many projects, such as budget formulation, serving in his 
place at numerous meetings, maintaining contact with staff personnel, and overseeing 
management problems in the Superintendent's office. 
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The Assistant Sjperintendent-lnstfjcrion Is one of the most important 
positions the school system. In fact, the title might well be Associate Superin- 
tendent on the highest salary schedule next to the Superintendent as a reflection of 
the importonce of the work involved. 

The office should hove direct responsibility for all aspects of the in- 
structional program. Chart 3 portrays the recommended organization. 

Reporting directly to the Assistant Superintendent would be: 

Al fvlncipals 

Director of Special Education and Services 
Director of Grants Management 
Director of Curriculum 
Director of Vocational and Adult Education 

He would also be assisted by the Curriculum Council and would attend 

its meetings, coordinating Its work with the problems coming to him frc.n al! sources 

of the Instructional operotion. 

Reporting directly to the Assiatant Superintendent-Instruction would 
be the Director of Curriculum. This latter office would have three principal divisions 
as follows: 

1 . Coordination of all mojor instructiohal fields, such as language arts, 
science, nrothemotics, fine arts, social st'jdies, library service, 
and physical education. 

2. Supervision of guidance, testing, and pupil accounting. 

3. Direction of research and curriculum developnrient, including a centrol 
curriculum laboratory, media center, and professional library. 
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CHART 3 

RECOMMENDED ORGANIZATION 

ASSISTANT SUPERINTENDENT - INSTRUCTION 
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Assistont Superin tendent-lnstructlon 



The Assistant Superintendent-Instruction is directly responsible to 
the Superintendent of Schools. He shall act in place of the Superintendent of 
Schools in the event of illness or absence of the Superintendent. He has the 
following responsibilities and the authority commensurate to execute them effectively: 

1. Direct and ii.imedlate supervisory responsibility for: 

o. Curriculum Director 

b. All school Principals 

c. Director of Special education 

d. Director of Vocational and Adult Education 
C v Director of Grants Managerr>ent 

2. Supervision ond coordination of all aspects of the instructional 
program ond those services which contribute to its successful 
operarion. He has line authority over the Instructional program 
in his relationship with the Principols. 

Specific responsibilities include: 

a. Maintenance of a continuous prograrri for the cooperative 
study and improvement of the instructional program. 

b. Maintenance of a varied and continuous program for the 

induction and inservice education of teachers. 

c. The initial orientation program for personnel new to the 
school system. 

d. Supervision of requests for supplies and equipment connected 
with the instructional program {but not the actual placing of 
such orders). 

e. Supervision and coordination of the instructional directors, 
supervisors, and specialists in their work with principals, 
teachers, and pupils. 

f. Aid in selecting all personnel directly concerned with instruction, 
including supervisors, specialists, principals, assistant princfpols, 
department choirmen, and teachers. 
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3. Regular evaluation of the Instructional program and reporting on the 
findings to the Superintendent of Schools. 

a. Evaluation of the extent to which the Board's educational 

aims and purposes are being realized in the school program. 

b» Reporting annually in writing to the Superintendent of Schools 
regarding the successes and limitations of the educational 
program. 

4. Preparation of State Education Department reports as requested. 

5. Keeping abreast of the latest curriculum ond instruct ionol trends through 
participation in the activities of local, state, and notional professional 
organizations and through visits to other school systems. 

6. Cooperation with the Business Administrator-Supporting Services and 
the Assistant Superintendent -Personnel so as to coordinate all efforts 
toward improvement of the total school program. 



7 . 



Assumption of such duties and other responsibilities os may be assigned 
him by the Superintendent of Schools. 



Director of Curriculum 



The Curriculum Director Is directly responsible to the Assistant 
Superintendent-Instruction. The Director has the following responsibilities and 
the authority to execute them effectively; 

1 . Direct supervisory responsibility for the Coordinators of Languoge 
Arts^ Mathematics, Science, Social Studies, Libraries, Art, 

Music, and Physical Education. Direct supervisory responsibility 
for the Assistant Director-Guidance, Testing, and Pupil Account- 
ing and the Assistant Director -Research and Development. 

2. Responsibility and outhority for working with coordinators, prlnclpols, 
and others to develop the general philosophy and goals of the total 
schoci curriculum. 

o. Study of new moterials and methods. 

b. Observotlon and reporting upon innovative programs In 
East Orange and other school districts. 

c. Attendonce at appropriate meetings ond conferences of 
stote and national organizations. 

d. Review of evaluative materials, including tests* 

e. Work with coordinators and principals and others to develop 
general philosophy and gools of total curriculum within the 
scope of overall Board philosophy. 

3. Responsibility ond outhority for developing o correlated and Integrated 
program of Instruction for kindergarten through grade twelve in all 
areas of Instruction. 

o. Orgonization and conducting of inservice experiences for 
teochers which cut ocross subject-oriented lines. 

b. Organization and conducting Inservlce experiences for 
teachers who do not have leadership of specialists or co- 
ordinators. 
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c. Coordination of the efforts of teachers and teacher com- 
mittees in Improving and updating the curriculum for all 
levels of pupil talent. 

d. Observotion of teachers and provision of opportunities for 
mutual discussion of the teaching-learning situation. 

e. Coordination of efforts to develop instruments to evaluate 
the curriculum in relationship to the learrilng experience^ 
of pupils. 

f. Coordination of efforts to integrate the various curriculum 
elements into a comprehensive whole, including the formation 
of faculty teoms. 

Shared responsibility for the selection of teachers. 

a. Aid in tl.e recruitment process as necessary. 

b. Cooperation with Assistant Superintendent-Personnel and 
building Principals in the selection process. 

c. Advice upon the assignment of teachers as necessary. 

d. Making recommendotions to the Assistant Superintendent- 
Instruction far the selection of Coordinators of Language 
Arts, Mathematics, Science, Social Studies, Libraries, 

Art, Music, and Physical Education. 

Assistance to the Assistant Superintendent-Instruction In budget 
formulation for this division. 

Interpretation of the present curriculum and curriculum changes to 
the community. Including school and civic organizotions, through 
the Administrative Assistant to the Superintendent. 

Perforrrrance of other duties as directed by the Assistant Superintendent- 
Instruction . 



Staff of Director of Curriculurr. 



Reporting to the Curriculum Director should be three assistant directors: 
one in charge of guidance, testing, and pupil accounting; one in charge of research 
and development; and a third responsible for all subject matter specialists, coordinators, 
collaborators, library services, and multimedia instruction. 

Assistant Director-Guidance, Testing, and Pupil Accounting 

At present, the jesting program is carried on by the Department of Special 
Education and Services. This department should devote itself exclusively to the problems 
of special education, psychological, social work, and health services. The Citywide 
testing program affecting the great nrrajority of teachers and pupils should logically be 
a part of the curriculum development program under the Director of Curriculum. Along 
with testing, guidonce also becc'mes a related function; and it follows that the same 
office should concern itself with pupil accounting in terms of the testing program. Re- 
porting to the Director of Curriculum should be a continuous process which, in 
turn, wouL' influence the entire educational program throughout the system. 

Assistant Director-Rese<arch and Development 

Every school system should create a climate Tor innovation and develop- 
ment of content of curriculum as well as teaching techniques. The educational program 
is not a static situation but rath€r an ever-changing and ever-devuioplng program. 

The Assistant Director-Research and Development should function along with the Cur- 
riculum Council and might very well be the secretary of the Curriculum Council, although 
on the orgonization chart we hove indicated the latter as a separate position. 




32 



-26 



His qualifications would be those of a master teacher in a major field 
with an excellent background In many teaching techniques, since he would be 
responsible for working directly with groups of teachers in the development of new 
programs and new methods. He should travel widely to observe programs in other school 
systems as well as attend national conferences in the various subject matter fields, 
bringing back to the East Oran^qe school system the very best that can be found in the 
country. 

As part of his office there should be a curriculum center and professional 
library to which all teachers in the system might turn for new materials and new ideas 
and where teacher committees could meet in the formulation of changes in the content 
of courses of study and the development of improved concepts in presentation of the 
materials in the classroom. This means that new facilities are needed for the adminis- 
trative offices to provide for adequate space for meetings, for the display of materials, 
for a professional library, and for adequate parking space for teachers. 

Supervisor of Curriculum Center 

The Supervisor of Curriculum Center is directly responsible fo? the 
overall curriculum moterials program within the system. His moin function is the im- 
provement and enrichment of the curriculum through more effective utilization of all 
the materials and equipment available. His duties include: 

1. Organizotion, rr anogerrrent, and maintenance of a curriculum 
materials center which serves all the schools. 

2. Adfiiinistrorron of a systemwide curriculum materials program. 
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Aid in selecting new equipment and materials to meet the needs of 
individual schools. 

4. Initiation of pilot programs involving listening, television, teaching 
machines, programned materials, and overhead projection. 

5. Conducting of an inservice program for teachers and principals through 
conferences and workshops. 

6. Conferences with principals and coordinators, individually and col- 
lectively, on various aspects of program. 

7. Issuance of bulletins giving information and availability of materials 
and other curriculum material and supplements. 

8. Keeping informed on newest trends, equipment, and techniques by 
attending and porticipating at meetings and regional conferences. 

9. Production of certain materials such as lantern slides, tape recordings, 
transparencies, etc. 

Assistant Director of Subject Specialists 

Reporting to the Director of Curriculum, this Assistant Director would 
be responsible for the work of all the Coordinators, Collaborators in all subject matter 
fields, as well as systemwide library and audiovisual services. Working closely v/Ith 
the Assistant Director-Research and Development and the Assistant Director-Guidance, 
Testing, and PupM Accounting, this person would have an opportunity to t. .k>smit to 
all the teachers in the school system ideas for improvement and for development of 
programs which v/ould be most effective. Thus, the Coordinators and Collaborators 
would have immediate and complete knowledge of the problems which need ottention 
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in each ciossroom situation. 



Director of Special Education and Services 



This office is an important one because It is responsible for dealing 
with individual pupils who have special behavior problems or learning disabilities. 

One of the most important functions of this department is giving assistance to principals 
who have recognized a pupil with a special problem. It is, therefore, suggested that 
the Assistant to the Director be the liaison person with all principals. The Assistant 
to the Director should also be an expediter who makes certain that the service to the 
principol is direct and immediate. In this position, he can direct problems to the proper 
person in the office of the Director of Special Education end Services and follow through 
to make sure that the problem Is adequately handled. 

Under the Director would be the Supervisor of Special Education, 
responsible for all speciol education classes, the work-study program for educable 
mentally retorded, and the supervisory program for all special education teachers. He 
would report directly to the Assistant Director of Special Educotion and Services. 

The Coordinator of the Psychological Division would primarily be 
responsible for the evaluation ond diagnosis of pupils and would recommend the classi- 
fication and placement of students as the result of his evaluation and diagnosis. 

The Coordinctor of the Social Work Division would be responsible for 
consultation with teachers and principals and would be the direct co<jtact with the home 
and parents. This office w»xild hove close coordinolron with the evaluation ond diagnosis 
carried on by the psychologists in order that the problems of the home could be brought 
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to bear on the classification and placement of pupils or the correction of any par- 
ticular problem. It is very likely that the social worker would also be involved 
directly with the clerk of the juvenile court and the family court in bringing all 
the knowledge which they have secured through their contacts with the school as 
well as with the home. 

The Attendance Officers, known as the Home and School Visitors, 
should report directly to the Coordinator of Social Work so that there may be complete 
follow-up on any problem cases. 

Also reporting to the Assistant Director would be the Coordinator of 
Nurses, a new position, yet one which should prove very effective in bringing to 
bear on any pupil’s problem the medical history which is frequently the foundation of 
special problems. 

This recommendation for the office of the Director of Special Education 
and Pupil Services alters to some extent the functions of the personnel in this office. 

It appears from discussions and the reading of the material produced by rh'S department 
that, at present, there is much overlapping of functions and no clear-cut definition 
of the responsibilities for each of the workers. Under the present job descriptions, it 
is very difficult to determine the difference between a social worker and a psychologist, 
for example. Eoch of thern opporently feels responsible for similar functions, whereas 
these two positions should be complementary, each with its own clear-cut responsibilities. 

The offices of the members of this department should be closely related 
to the Assistant Superintendent-Instruction in o physicol sense, and responses to requests 
of the principals should be immediate; that is to soy, v ’thin 24 hours. 
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Director of Vocational and Adult Education 



The responsibilities of this office should Include organizing, administer- 
ing, and supervising of programs in the areas of vocational education, distributive 
education, business education, adult school, work-study programs, and other occupationa 
and continuing educational programs. The office should be responsible for direct contact 
with business and industry through the School -Community Coordinator who would be 
responsible to the Director. 

Since this position is responsible for both Hay and evening programs, it 
is essential that there be an Assistant Director. The Assistant Director would be primarily 
responsible for the evening programs in the adult high school and in evening vocational 
and occupational programs- 

At present, this position appears to have responsibility for recreational 
programs after school hours. It would be better if this program were assigned directly 
to the physical education department in cooperation with the Business Administrator- 
Supporting Services. 

Also the Director is now lespoi^sible for proposals for federal, state, 
and philanthropic funds. Much of this responsibility should be given to the Director 
of Grants Management. 

In addition to the School-Community Coordinator, there should be a 
Coordinator foe Adult Basic Education, covering bosic literacy, English for non-English- 
speaking people. Citizenship Preparation, and High School Equivalency Programs; a 
Coordinator of Evening High School; and o Coordinator for Adult Enrichment and 
Vocatiorxj) Education. 
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Director of Grants AAanogement 



The Director of Grants Management would report directly to the 
Assistant Superintendent-Instruction. He would be responsible for being knowledge- 
able about all possible outside sources of funds - federal, state, and philanthropic. 

He would prepare oil proposals and requests for funds and would follow through to 
see that they are obtained. Necessarily, he would work closely with the Assistant 
Director-Research and Development and with the Director of Vocational and Adult 
Education in developing proposals for essential services as well os innovative programs. 
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PERSONNEL 



If is commonly recognized that the quality of a school system is directly 
related to the quality of the teaching personnel . The lion^s sliare of money spent on 
education goes to pay staff salaries. In short, personnel rrxjnagement is too significant 
an area in the operation of schools to be left unsystematized. 

With a turnover of ICO teachers a year, recruitment becomes o full-time 
job requiring extensive traveling ond a high degree of competence, principals should 
be relieved of this problem and a wider geographic area should be covered by the re- 
cruitment officers . 

The Assistant Superintendent- Personnel should be given responsibility for 
systematically searching for competent personnel in all areas of school activity, in- 
cluding both certificated and classified personnel . He would olso be primarily responsible 
for the development of policies concerning personnel and the official records of all 
personnel . 

Activities which corrern personnel, particularly personnel selection, 
should remain close to the Superintendent of Schools. Therefore, the Assistant Super- 
intendent should occupy a staff role under the direct supervision of the Superintendent. 

It is also expected that the person in this role would play o significant part in all dis- 
cussions with representatives of employee organizations. This would include activities 
in connection with contract negotiations. Interpretations of contracts and grievonces, 
and. in general, help in solving personnel problems. A professional negotiator should 
be assigned to him in this work. 
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In negotiation procedures, an important role will be played b)* the 
Assistant Superintendent in establishing the needs of the Board and administration 
in regard to changes in teocher responsibilities, job descriptions, and working 
conditions. In this role the Assistant Superintendent-Personnel will need to confer 
with the Assistant Superintendent-Instruction in regard to studies relating to research 
and development and Curriculum Council recommendations. 

The Assistant Superintendent should have reporting to him a Director of 
Recruitment and a Supervisor for Evaluation and Personnel Records. 

[n the long run, it may be quite possible to establish an office of 
director of personnel rather then assistant superintendent, especially if the kecrultment 
problem becomes somewhat less Important >han it h now. 
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Assistant Supe;intendent~PersonneI 



The Assistant Superintendent-Personnel is directly responsible to the 
Superlntencient of Schools and has the following responsibilities and the authority to 
execute them effectively: 

1. Coordination of the work of the personnel division with all other 

divisions of the school system. 

2. Supervision and coordination of all aspects of certificated and 

classified personnel; specific responsibilities include the following: 

a. Recruitment and preliminary screening of candidates for 
professional and classified positions. 

b. Responsibility for initial placement and transfer of staff in 
cooperation with operating division heads. 

c. Coordiiiotion of the systematic evaluation of the services 
of al I personnel . 

d. Maintenance of a continuous program for the cooperative 
study and improvement of policies and procedures relating 
to all certificated and classified personnel. 

e. Maintenance of official records for all personnel and at-- 
tendance records for certificated staff personnel. 

f. Recruitment of substitute teachers ond other substitute personnel 
and maintenance of their employment records. Supervision of 
the employment of day-to-day substitutes. 

g. Responsibility for checking State certification status of certified 
personnel, and for advancement on the salary guide through 
graduate study for all teachers. 

h. Bringing qualified personnel to the attention of other ad- 
ministrators for promotion as suitable vacancies occur. 
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Regular evaluation of the personnel situation. 

a. Evaluation of the extent to which the Board's personnel 
policies are successfully administered. 

b. Reporting annually In writing to the Superintendent regard- 
ing the personnel situation. Including future personnel 
needs. 

4. Service as a member of the Board's negotiating team in all nego- 
tiations with employee organizations. 

5. Liaison for the school system in all matters affecting interpretation 
of employee contracts or grievances. 

6. Keeping alert to the latest personnel trends through participation In 
the activities of state and national organizations and through contacts 
with other school systems. 



Director of Recruitment 

The Director of Recruitment should be In charge of the recruiting of 
professional as well as classified personnel and would work very closely with the 
Business Administrator as well as with the school principals. He would be expected 
to travel widely In the selection piocess and would discuss with the various principals 
candidate possibilities. The Business Administrator would also request any new personnel 
or replacements through this of^ce. 

The Director of Recruitment would also be responsible for certification 
of professional personnel and the development of [ob descriptions. 
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Supervisor of Evaluation and Personnel Records 



The Supervisor of Evaluation and Personnel Records would be responsible 
for maintaining al I personnel records, including professional personnel, classified 
personnel, substitutes, and teacher aides. In addition, all evaluation information 
should focus upon this office as port of the personnel records system. The Supervisor 
should be responsible for seeing to it thot proper evaluation procedures are provided 
for all personnel in the school system. 
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SUPPORTING SERVICES 



At present, there Is the office of Secretary-Business Manager, report- 
mg dUectly to the Board of Education. As has beeri pomted out, many of the services 
provided by this office are properly the direct responsibility of the Superintendent of 
Schools, and the excellent relationship between these two offices has enabled the 
program to move forward very effectively and efficiently. However, It should he realized 
that, in the development of an organizational structure disregarding personalities and 
capabilities of Individuals, the line responsibilities should be established through the 
organizational structure. Thus, it is proposed that there be a Business Administrator- 
Supporting Services, reporting di.ectly to the Superintendent of Schools and that the 
auditing functions of the Secretary to the Boord might well rerrxiin cs a direct responsi- 
bility of the Boord of Education. There appears to be no reason why these two functions 
cannot be carried on by the Secretary-Business Marxiger as presently established. 

However, the direct responsibility to the Superintendent for supporting services should 
be recognized. 

Reporting to the Business Administrator would be the Director of Business 
and Director of Properties. Since there is, at the moment, a Director of Cafeterias, 
it is considered advisable thot this person report to the Business Admrni Orator. In the 
future, this position might become the Supervisor of Food Service, reporting directly 
to the Director of Business. 
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The Business Adminisfratar would be responsible for new construction 
ond remodeling ond rehobllitotlon of buildings ond would, therefore, hove direct 
contoct with orchiiects who ore employed by the Board of Educotion. 

Reporting to the Business Administrotor would be o Director of Properties 
who would be responsible for mointoining on inventory of oil school properties, orchi- 
tecturol ond mechanical plons of oil buildings, ond descriptions of oil sites owned by 
the Board. It would be well if oil of this information were contained in o bound volume 
which could be mode available to oil those in the Superintendent's office who ore con- 
cerned with remodeling or expansion of buildings in keeping with changes in the 
educational program. 

The Director of Properties would hove reporting to him the Supervisor 
of Custodians, Supervisor of New Construction, and Supervisor of Maintenance, 
Operation, Tronsportotion, and the use of schools by groups outside of the regular 
school hours. 

The Supervisor of New Construction might serve also os clerk-of-the- 
works and it might very well be that his services would not always be required unless 
building construction and remodeling is to be a continuous process. 

The Supervisor of Maintenance and Operations would work closely 
with the Supervisor of Custodians and would be in charge of the system crews responsible 
for various aspects of maintenance, includir>g carpenters, plumbers, electricians, and 
the like. His office would also handle transportation and maintenance of any system- 
owned vehicles. It is also suggested that requests for the use of schools by agencies 
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other than the school system itself be handled by this supervisor. Close coordination 
In this latter case would be needed with the Director of Vocational and Adult Education. 

The Director of Business would have reporting to him a Supervisor of 
Data Processing and a Supervisor for Budget, Purchasing, and Inventory. The Super- 
visor of Data Processing would develop a data processing office with such equipment 
as might be required beyond the availability of the city-owned data processing office. 
Data processing can be a much more valuable tool for the entire school system than Is 

4 

now recognized and all the assistant superintendents and directors should have available 
to them the use of this office. For example. It would be entirely feasible for all pupil 
and staff personnel accounting to be processed In this office. Testing progroms could 
well utilize this office and the Supervisor of Budget, Purchasing, and Inventory would 
find valuable use for data processing procedures. For example, at present there is no 
feasible and simple method by which books, supplies, and equipment can be found within 
the various buildings of the school system. As a result, there is the possibility that re- 
quests for books and equipment may result in purchase of these items, whereas *hey might 
be available In some other building at the moment. Data processing con be o very 
valuable tool in instruction and can create economies which would otherwise not exist 
in the operation of the schools. 

In the day-to-day operation of the office of Business Administrator- 
Supporting Services, it should be recognized that the principals of the various schools 
should have direct contact with the Supervisor of Budget, Purchasing, and Inventory^ 
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with the Supervisor of Maintenance and Operations, and with the Director of Cafeterias 
and the Supervisor of Custodions. Thus, the meaning of "supporting services" can 
actually function in the day-to-day operation of the schools with immediate service 
to the principals. 



Business Admlnistrotor-Supportlag Services 



The Business Administrator-Supporting Services is responsible directly 
to the Superintendent of Schools For the overall planning, coordination, and manage- 
ment of alt financial and business activities of the school district. The duties of the 
Administrator-Supporting Services fall generally into the following brood classifications: 



Fiscal Affairs 

1. Preparation and recommendation to the Si'perlntenoent of Schools 
of long-range plans for the administrative and capital requirements 
of the school system. 

2. Formulation of budgetary policies for the approval of the Superintendent 
and direction of their on-going administration. 

3. Direction of the development of all segments of the total school 
budget. 

4. Primory responsibility for the final preparation of the total school 
budget for the Superintendent of Schools. 

5. Direction of all data processing activities including the provision 
of assistance to other departments of the school system as necessary. 

6. Assisting the Superintendent of Schools in presenting capital and 
budgetary matters to the Board of Education. 



Buildings and Grounos 

1. Recommendation to the Superintendent of Schools of procedures, 
regulations, and fee schedules for the noninslructiorv)! use of school 
facilities. 

2. Direction of the scheduling and use of school facilities for those 
activities not directly administered by the school principals. 
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Assisting the Superintendent of Schools in long-range planning for 
future facilities needs. 

4. Direction of the overall maintenance and repair program of the 
school system including the use of outside contract services. 

5. Direction of the onnual ond interim inspections cf all buildings and 
grounds for the purpose of insuring safety, cleanliness, and upkeep 
and for planning preventive maintenance programs, 

6. Approval of standards and procedures for the maintenance of all school 
buildings and grounds, including custodial rules and regulations. 

7. Preparation of property inventories and maintenance of all insurance 
coverage involving the protection of Board of Education interests. 

Purchasing 

1. Formulation of policies and procedures for all purchasing activities 
for the approval of the Superintendent of Schools. 

2. Direction of the preparation of specifications and bid notices and 
the purchasing of all supplies, materijls, equipment, and services 
for the school system. 

3. Direction of the storage and distribution of all instructional and 
^pstodial materials and Equipment as needed by the schools, and 

insurance that suitable inventory controls ore maintained. 

Food Service 

1. Direction, through the Director of Cafeterias, of the planning and 
administration of all food service programs in the schools of the system. 

2. Direction of the purchase of all food items in accordance with 
established policies. 

3. Direction of the collection of and accounting activities for school 
lunch funds and the reimbursement of federal funds. 
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Transportation 



Arrangement and supervision of all transportation for school 
children. 



Personnel 

1. Aiding in ijlection of all personnel directly concerned with the 
supporting services division, including managers, foremen, 
chiefs, and others. 

2. Direction of the continuing training and development of all sup- 
porting services division personnel. 

3. Recommendation of changes in division staffing for the approval of 
the Superintendent of Schools, as necessary. 

4. Assisting in the development of job descriptions and establishment 
of general working conditions for such personnel. 

5. Recommendation of salary schedules for personnel in this department. 
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Secretary of the Board 



The duties of the Secretary of the Board of Education are proposed 



as follows: 

1 . Giving notice of all regular and special meetings of the Board. 

2. Giving notice of annual and special elections. 

3. Recording the minutes of all proceedings of the Board and results of 
elections. Maintaining a minute book. 

4. Acting as the general accountant of the Board. 

a. Collecting tuition fees and other moneys due the Board. 

b. Exomining and auditing all accounts of the Board. 

c. Maintaining accounts of the financial transactions of the 
school district. 

5. Reporting to the Boord appropriations, cash receipts, and amounts 
for which warrants have been drawn and amounts of orders or con^ 
tractual obligations. 

6. Keeping and nriaintaining in his offic ? all contracts, records, and 
documents belonging to the Board. 

7. At the close of each fiscal year, presenting to the Board a detailed 
report of its financial transaction. 

8. Performing such other functions os prescribed by law. 




-47 



53 



IV 



IMPLEMENTATION SCHEDULE 



Following is the schedule for Implementation of the recommendations 



of this study; 



Appointment of Director of Curriculum 
Appointment of three Assistant Directors; 

a. Guidonce, testing, pupil accounting 

b. Research and development 

c. Subject specialists 

Rearrangement of staff assignments occording to Chart 3 
Appointment of Coordinator of Nurses 

Reorganization of Department of Special Education and Services 

Second Priority 

1 . Appointment of CoordjrKJtors for Department of Vocational and 
Adult Education 

2. Appointment of Director of Recruitment 

3. Appointment of Supervisor of Evaluotion and Personnel Records 

4. Reorgonization of Department of Secretory-Business Monager, 

appointing Supervisor of Data Processing. Reassignment of 
personnel should be possible to complete the reorgonizotion. 



Immediate 

1 . 

2 . 

3. 

4. 

5. 
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Third Priority 



1 . Appointment of Coordinators in all rtKijor subject matter 
areas 

2. Appointment of Sup>ervisor of Curriculum Center and Pro*- 
fessional Librar/ 
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